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——-:)]7‘26‘6 Memowmdum « UNITED STATES GOVERNMENT

TO ' Chief, Administrative Staff

FROM  : Management Officer

34 Momo,
Auth: _L0A BUG, 7772

pate: 2| fad-1% BY:

1. At your request a survey has been made of the Fiscal Division
for the purpose of inoreasing efficiency, determining proper functional
statements and the over-all staffing pattern required to perform the
assigned functions.

SUBJECT:

Survey, Fiscal Division.

2, The nature of the activities of the Agency have dictated two
separate fiscal operations for the detailed accounting for funds, how-
aver, a centralized control is necessary for rendition of required
reports to the Bureau of the Budget, Treasury Department, and the Civil
Service Commissione. Responsibility for detailed accounting of confi=
dentiel funds is charged to the Finance Division, Special Support Staff,
and detailed accounting for vouchered funds and centralized reporting
for all funds is charged to the Fiscal Division, Administrative Staff.

3, A review of the fiscal service reguirements of the Agency and
the operations of the Fiscal Division has been mades Based on this
review, functional statements outlining the respomsibilities of the
Fiscal Division and each of the five branches have been preparede The
functional statements are attached hereto as Exhibits A to F inclusive,
These statements are based on current operationse If recormendations
contained in this report are adopted corresponding changes in the
funetionel statements will be necessary.

"L« General observations made during the course of the survey
which apply equally to all branches of the Division are:

ae The Division Chief has issued verbal dirsctives but
has not propared detailed statements of job requirements,
duties, and responsibilities for his subordinates nor has
he required his branch chiefs to prepare similar statements
for personnel under their supervisions Position desoriptions
were used as a partisl substitute but were found to be gener-
ally inadequates

(1) Recommendation

() That the Chief, Fiscal Division, prepare
detailed statements of the duties and responsibili-
ties for each of his principal subordinates and
direct each of them to prepare similar statements
’ for their subordinatess
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be The work of the Division is being processed on a
current basis, although overtime is sometimes utilized te
maintain currency. Certain posting media are allowed to
accumulate over relatively short intervals to increase the
efficiency of the posting operation; however, all required
actions, other than posting, are teken on the doocumsnts prior
to accumulation.

ce Effective procedures and document flow have been
establisheds The procedures for the most part are based
on manual operations, Disoussion coneerning particular
areas where business machine operations should be considered
is contained in paragraph 6 of this report.

de The files of the Division are well maintained and are
kept to the minimum required for operations. The requirement
for permanent retention of certain fiscal doouments has been
met through the establishment of an inactive records storage
ares in the attic of Central Building.

€e A proposal for a changed procedure for purchase of
books and periodicals is currently under consideration by

the Executive. The new procedure, if adopted, will provide
for & reduction of approximately 1,500 purchase orders per
year with a somwhat less redustion in the number of vouchers
required. This reduction in workload, while significant, is
insufficient to allow a recommendation for a reduction of
personnel in the Fiscal Division.

5+ a. Workload standards for government fisecal operations
have been prepared by the Bureau of the Budget covering
voucher and payroll preparation. There are no general
standards established for other fiscal operations. Based
on a workload analysis of the voucher and payroll operations
in comparison with established standards and en eveluation
of personnel required to perform all other activitiss of the
Division, & proposed staffing pattern has been prepared. A
comparison with the present T/0 is as follows:

Unit T/0 Proposed Difference

Office of the Chief

Travel Branch

Aocowmnts Braneh

Payroll Branoh

Claims Branech

Fiscal Processing Branch
TOTALS

25X9A2
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be Based on the current volume of work, the proposed
staffing pattern indicated in a. above is adequate to perform
the assigned funotions. However, a ocomplete complement of
personnel on duty is essential to enable the Division to

carry out its missione. The fcllowing table shows a comparison
‘of the present and proposed personnel authorizations to§ether
with number assigneg. The assigned total has remained rairly

constant during the past yeare

Unit EZQ Propdsed Assigned

Office of the Chief

Travel Branoch

Accounts Branch

Payroll Branch

Claims Branch

Fiscal Processing Branch
TOTALS

25X9A2

e The difference between authorized and assigned person=~
nel is ascounted for by normal attrition, transfers to other
activities, and the time lag in obtaining replacements. The
constant understrength hes resulted in otherwise unnecessary
overtime, Recently the Fisoal Division hes obtained two
employses from the personnel pools If qualified personnel
can be obtained from this source periodieally it will assist
materially in meintenance of authorized strength.

6e The following sub=pseragraphs contain an outline of the obser~
vations made in the Office of the Chief and esch branch of the Division
during the survey.

as Office of the Chief = Persomnel authorized are chief,
fiscal inspector, accountant (Assistant Chief), and three
clerk=-stenographers, General supervision of the activities
of the Division es outlined in Exhibit A has been retained by
the Division Chiefs Detailed supervision of domestio cperations
hes been delegated to the Assistant Chief together with prepa-
ration and review of Agency regulations and instructions insofar
as they pertein to the Division, The Chief has retained de=
tailed supervision of overseas Fiscal Division matterse The
fiscal inspector performs special audits, conducts technical
field supervision, develops facts in cases involving exceptions
made by the GAO, and assists in developing internal operating
procedureses The three clerk=stenographers, in addition to
providing all necessary clerical and stenographic service
for the Office of the Chief, also provide the stenographie
service for all branches of the Division, The workload of
the office is sufficient to fully justify all authorized person=
nel with the possible exception of the fiseal inspector. The

Approved For Release 2000/08/22 : CIA-RDP61-00274A000100140001-1



. o ‘ E
Approved For Release 2000/08/2§F§&E|IDP61-00,2_74A000100140001-1

fiscal inspector's workloaed at present within the Division is
insufficient to justify a full=time employee. The possibility
of incresse in this activity within the near future is problem=
aticale Informal inquiry reveals that there is need for fiscal
inspector service in the Finance Division.

(1) Recommendation

(a) Thet the Fiscal Inspector be detailed
to the Finanee Division for duty as the need
erisesas

b, Travel Branch = Personnel authorized are two fiscal
auditors; Two euditors, and one clerks The worklead consists
of issuance of about 2,000 travel orders per yeer, auditing
and certifying the travel vouchers and cerriers bills in con-
nection therewith. Additionel work is added because in nearly
every instance individual travellers make inquiry in connection
with preparation of their travel voucherse At present the
Brench is responsible for the requisitioning, stocking, issuing,
accountability and reporting for all transportation requests
used within the Agency. Thie is an overlep of the Services
Division function of procurement, stock and issuance of blank
forms. An unsound practice has been prescribed by the Agency
regulations which require preparation of travel orders and
certificetion end audit of travel vouchers by the same offices
This seme praotice is not authorized for other analogous cases,
e.ge purchase orders and contracts ere prepered by the purchasing
and contraocting officers and personnel actions are prepared by
the personnel officerse Vouchers in comnnection with these trens-
actions are certified and audited by the Fiscal Divisiomn.

(1) Recommendatioms

(a) That the function of proocurement, stock,
issuence, accountability end reporting of trans=
portetion requests be transferred to Services
Divisions

(b) That consideration be given to the trans-
fer of the function of preparation of travel orders
to the Services Division.

. (o) That Fiscel Division obtain a work sheet
covering pertinent travel data from travellers on
completion of travel and prepare the voucher in
final form for signatures (This will reduce the
inquiries and correspondence ooncerning travel
vouchers to a minimum end will assure that travel
vouchers are properly prepared for payment.)

Qpppey
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ce Accounts Brench = Personnel currently suthorized are
eight acCountents =53 Ewo fiscal olerkse The workload of the
Brenoh justifies this totale Effective procedures based on
General Accounting Office directives and sound accounting
principles have been established. Machine methods have been
adopted to a limited degree. It is possible to perform all
general accounting and sccounts payable accounting on punched
card accounting meohines.

(1) Recommendetion

() That the feasibility of tremsfer of
general and accounts paysble accounting from a
manual to an accounting machine basis be fully
explored.

do Payroll Brasnch = Personnel authorization for this Branch
consists oF ohler, ome auditor, nine payroll clerks, one fisocal
gudit clerk, eight audit clerks, one clerk, end one file clerk.
A payroll system has been established which combines features
of one recommended by the General Accounting Office, one in use
by the Department of the Army, and other features devised for
use by this Agenocy. Based on stendards developed by the Bureau
of the Budget, adjusted for speciel Agency requirements, the
workload of the Brench justifies 21 positions or a reduction
of one from the currently authorized total of 22, During the
course of the survey, representatives of the Machine Methods
Brench, OCD, were called in at the reguest of the Chief, Fiscal
Division, to meke a preliminary survey of the possibilities of
trensferring payroll operetions to a tabulating mechine basise
The preliminary survey indicated thet no insurmounteble problems
would be encountered.

(1) " Recommendetions

(a) That the personnel euthorization for
Payroll Branoh be reduced by one payroll or
audit clerk.

(b) That the Chief, Fiscal Division, in
sonjunction with Machine Methods Branch, OCD,
and the Management Staff, make a complete survey
of the feasibility of adapting peyroll operations
%o tabulating machines and submit appropriate
recommendationse

ee Claims Branoh = The workload of this Branch is approximatel
14,500 VOUSKEFE poTY8ar which together with related sotivities Y

is within the performance standards established by the Bureau of
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the Budgets Personnel authorized for the Branch consists of
two fisoal auditors and four fiscal sudit clerks. A rela=
tively small volume of pre-auditing is dome which is not
presecribed by regulationss This aotion has proven effective
in eliminating necessity for return or edjustment of meny
vouchers after purchases have been made.

fo Fiscel Processing Branoch - The persomnel suthori-
zation for this Branoh i& nine clerks, one of which is
primerily utilized as a messengere The workload is sufficient
to justify only eight of the nine positions curremntly authorized.
The regularly established Agency messenger and courier service
cean be used to provide all necessary messenger services An
exceptionally good vendor index has been esteblished which is
maintained for the use of the entire Fiscal Division. This
Branch preparss and mainteins all files for the General Account=
ing Office representatives on duty with the Agency. This
function was questioned end it was established thet it is more
economical and secure for the Agency to render this service
then require it to be done by a GAO employee. All domestic
poatage stemps used by the Agency are procured and issued by
this Branche, This function is e normal supply responsibility.
This Branch procures snd distributes throughout the Agency
copies of decisions of the Comptroller General, laws, general
regulations, Treasury Regulations, circulars and similar publi-
cationse. Requests for edditionel copies are freguently re-
ceived in OCD, which office then obtains the copies from Fiscal
Division end forwerds them to the requester. While OCD is
primarily responsible for obtaining only intelligence materiel,
the fact that the Agency activities do request other material
from that office, indicates a desirability for centralizing
the procurement and distribution. Accountebility for property
is mainteined by this Branch. It is believed that this function
could be performed more effectively by the Office of the Chief.
Incoming mail is opened and time-stemped only twice a days. It
is realized that the majority of incoming papers do not require

immediate handling; however, under this procedure those papers
which do require expeditious action are delayed.

(1) Recommendations

(a) That the personnel authorization for the
Branoh be reduced by one clerk (messenger).

(b) That the domestic postage stamp procure-
ment and issue function be transferred to Services
Division; thet authority be granted field stations
for local procurement wherever possible; and thet
e simplified accounting and reporting system for
using offices be adopteds (Procedures to be worked

out jointly by Management and Administrative Support
St&ffs')
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(¢) That the procurement and distribution
of material from outside the Agency for internal
use be assumed by OCD.

(&) That property socountebility records
be maintained by the Office of the Chiefo

(e) That all mail be opened upon receipt and
action taken on those papers which regquire expeditious
processing.

Te Certain problems were encountered which are outside the sphere
of influence of the Chief, Fiscal Division, but which if corrected would
enable him to render better service. Statements of the problems together
with recommended solutions are indicated below: (Similar recommendations
have been made in the Survey of the Budget Staffe The Budget Officer
is teking corrective action.)

ge The Fiscal Division now receives advice of allotments
(Form Nos 32-5) on a cumulative basis by quarter with revisions
during the year as necessarye The Fiscal Division must make
subtractions from the cumulative total allotted to determine the
amount allotted for any quarterly period. This complicates the
bookkeeping and increases the probability of errore.

(1) Recommendations

(a) Disoontinue the oumulative figures and
indicate only the allotment for each quarter,
(The annual total is shown in either event.)

(b) Issue only ome Form No. %2=5 per accounts
Any changss whioh become necessary to be furnished
by ohange sheet whieh will indicate the smount of
the change and the new quarterly totals (Under
present procedure a new Form No, 32-5 is prepared
whioh shows the new oumulative total caused by the
change together with repetition of all other figures
on the forms)

be Form No. 34-12 which contains the monthly recepitu=-
lation of each account is prepsred by the Fiscal Division and
submitted to the Budget Officer for distribution to the operat-
ing offices. Questions of operating offices concerning entries
on the form are raised with the Budget Staff, which in many
instances must be referred to the Fiscal Division for reply.

(1) Recommendation

(a) That the Fiscal Division distribute the
forms direct to the operating offices and receive
and answer the questions directly, Copies of the
report would be furnished the Budget Staff for
information and use.
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8+ The recommendations contained in this report will provide for
tangible and intengible savings as indicated belows:

as Porsonnel = 25X9A2

Travel Branch
n "
Payroll Branch
Fiscal Processing Branch

be Operations -

(1) Transfer of accounting to a machine basis will
provide more flexibility in reporting procedures without
an inecreamse in personnel, :

(2) Simplification of procedure for accounting for
postage stamps will reduse the work of all concerned,

(3) Preparation of travel vouchers at & source

thoroughly familiar with all travel regulations will

improve the standards and reduce voucher preparatlion
time,

(4) It is sound business practice to divorce the
travel order preparation funotion from that of audit
and certification of vouchers for payment.

(5) Convenienes to travellers will result from
consolidation of order preparation, transportation
request and travel service.

9« Request that’you forward your comments in connection with this
report to this office by 31 March 1950,

25X1A9%9a

JAMES D, ANDREWS

Attachments: Exhibits 4, B, C, D, E, F
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